[bookmark: _Hlk54175189]Discuss & Critically evaluate project management processes and assess the suitability in the context of the workplace
Rad and Anantatmula (2010) consider how projects are at the centre of every organisation due to their strategic importance. Due to this, a large amount of time and effort has been focused on the development of project management processes within the discipline and organisations themselves. As a result, there are now a wide range of methods and techniques relating to the management of projects that allow for better control and adaptation (Chin, Spowage and Yap 2012).
In order to discuss and critically evaluate project management processes and their suitability in the workplace, it is important to firstly characterize 1. What a project is 2. What is meant by project management and 3. What is a project management process. Establishing a clear understanding of the key terms within the question will lay a good contextual understanding for this essay. Following these three points, I will then examine traditional and agile project management processes, briefly explaining their background, models, considered advantages and disadvantages and which workplace/s these are most utilised. At the end of this essay, I will summarise what has been discussed and consider whether a hybrid project management process, combining a number of the examples given offers a new way forward.
What is a Project?
Lock (2020) explains that all projects begin as a concept. This concept is an organisation effectively recognising the need for something to change. It is through this initial conceptualisation that justifies the need for further investigation and thus the project process begins. Watson (2002:13) further explains that a project is “the process of carrying out work to achieve a clear objective, usually bringing about change”. PMI (2017) explain that projects are undertaken to meet objectives by producing deliverables resulting in a unique product, services, or result. 
It is through projects and their end results that allow an organisation to create value and further benefit, PMI (2017:10) explain why this is of increasing importance; 
“In today’s business environment, organizational leaders need to be able to manage with tighter budgets, shorter timelines, scarcity in resources, and rapidly changing technology. The business environment is dynamic with an accelerating rate of change. To remain competitive in the world economy, companies are embracing project management to consistently deliver business value” 
However, it is important to note that projects take place across multiple industries, from construction to I.T and within Government Bodies such as Local Authorities. Therefore, although the quote remains highly relevant, not all projects focus on the result being an increase in profit and allowing an organisation to remain economically competitive (Lock, 2020). When considering Government Bodies, to remain in the business environment mindset, projects could be understood as useful methods that improving public spending efficiently and effectively which in turn make better use of the budgets allocated to them. Rad and Anantatmula (2010: 1) highlight this point, stating, “In governmental and not-for-profit enterprises, project management sophistication is prompted by the desire for capability expansion, productivity improvement, and enhancement of the efficiency in providing services”.
What is Project Management?
Project management in some form has been around for hundreds of years, however as a discipline it took hold in the 1900s with the industrial revolution (Lock 2020). It was in the first half of this century we saw the emergence of the Ford production line and within that Henry Gantt’s planning chart. However, it wasn’t until the 1950s that project management became a recognized profession which continues to grow and evolve today. 
The introduction of information technology (I.T) not only expanded the number of industries using project management but also two other factors. Firstly, the final product evolved from being limited to a Hardware, such as a new building, to also a Software product, such as a new I.T system. Secondly, I.T expanded the roles and process within project management itself, making projects easier to plan and monitor and therefore more likely to be successful. It is through time and such advancements that Project Management is now a well-respected and highly utilised discipline today.
Project management has adapted from its initial focus on management of only project related attribute and has now expanded to include people i.e. the project team and stakeholders (Rad and Anantatmula, 2010). As Lock (2020: n.p) notes, project management is a “management discipline that plans, organizes and controls people, money and cash so that projects are completed successfully in spite of all the risk.” Alternatively, PMI’s PMBOK Guide defines project management as “the application of knowledge, skills, tools and techniques to project activities to meet the project requirements” (2017: 10). Therefore, it is through project management that organisations to some extent can perform and organise themselves effectively and efficiently enabling them to consistently deliver business value.
What is a project management process?
According to Nick Graham, a process is a “ series of routine steps to perform a particular function…A process isn’t a one-time activity that achieves a specific result; instead it defines how you do a particular function” (2015:13). Therefore, a project management process is the adoption and implementation of appropriate “processes, and guidelines for proper and methodical articulation of enterprise [organisation] objectives” (Rad and Anantatmula 2010:11). With this in mind, a good methodology should provide guidelines that relate to best practices, but not necessarily require the project manager or team to develop a new methodology from scratch. Chin and Spowage (2010:6) explain this further by stating; 
“[i]t is impractical to develop a new methodology for each new project within an organization. However, in the adoption and use of a methodology it should be easily customisable to any project within a given environment and understandable for adaptation by the organization and project team”. 
Clear methodologies and process for a project and the tailoring of them on a project by project basis is essential in ensuring a clear understanding of the scope, tools and techniques required by the project team (Chin and Spowage, 2010). Therefore, deciding and following a certain methodology of process will determine the “Life Cycle” of a project. 
[bookmark: _Hlk52462267]Lock (2020) describes the period between the starting and ending of a project as the “Life Cycle”. Patanakul, Iewwongcharoen, and Milosevic (2010), state that depending on the amount of control needed, the type of organisation the project is placed in and the nature of the project itself will determine the number of phases within a project’s Life Cycle. It is through these phases and processes, that project managers and teams can apply their chosen framework and implement controls for effective management of the project (Patanakul, Iewwongcharoen, and Milosevic, 2010). 
Project Management Process Discussion
As mentioned in the opening paragraph, there are a variety of methods within project management, for the purpose of this essay I will be focusing on traditional and agile approaches. Through this discussion I will provide an evaluation of each example, and in some case, whether these relate to each other. 
Waterfall 
A Waterfall methodology is a popular approach often referred to as a Traditional methodology in project management processes, such as PRINCE2 (Bentley, 2010), however Waterfall itself is within software development projects (Smartsheet, 2020). It is a step-by-step process, this means a stage is not moved onto the next until all tasks within said stage are complete, much like the single direction of a waterfall (Меlnychenko, Меlnychenko, and Manica, 2020). Therefore, it is a sequential and linear process. It’s structured nature suits projects that have set tasks and strict deadlines, for example projects within manufacturing and construction industries.
There are seven phases within the methodology and each phase is dependent on the previous one being completed to the correct requirements. As a result, each stage can be lengthy and often there are sub-stages within a stage to ensure tasks are completed correctly (Меlnychenko, Меlnychenko, and Manica, 2020).  To ensure this, at the end of every stage, there is a review and approval is needed either from the project manager or higher to progress, for example the project board when using PRINCE2 (Bradley, 2002). Figure 1 names each phase and demonstrates the specific order of phases those following this approach must follow (in blue) (Smartsheet, 2020), I have also included the 7 process of PRINCE2 (in orange), to demonstrate their similarities (Bradley, 2002 and Bentley, 2010). 
Waterfall Phases in detail
· Conception – This is a pre-project stage. It is here the basic project brief is assigned to a project manager. The project manager will then draft an initial business case, summarising the estimated costs and timescale of the project along with its objectives and potential benefits.
· Initiation – Once the project has been approved following the information provided within the conception stage, the project team is hired, along with this, a more detailed business case is developed with clear objectives, costings, scope, and deliverables provided.
· Requirement gathering and analysis – Here a feasibility analysis is conducted, and the specification documents are pulled together.
· Design – This is the planning stage; here specific plans are put into place to meet the requirements and objectives laid out in phases 1-3. It is through this planning; the team can understand what the final product aims to be and what actions will be required to meet it.
· Implementation – This is where the planning in phase 4 is put into actions. Here the bulk of the project work in carried out. It is also most likely in this phase that sub-stages (work breakdown structures) will be introduced to make the work more manageable.
· Testing – Although linked to a software project, this phase would see a review of the completed project and whether it meets the objectives set and requirements of the customer, before officially being signed off. 
· [image: ]Maintenance – This phase is a post-project phase. It is useful to implement as it is only when the project is released into the real world that it can be truly reviewed and assessed. As part of this maintenance, a post project review should be carried out, which will include feedback from the customer.Figure 1: Waterfall Methodology Model and PRINCE2 Process Model

PRINCE2 Process Model in Detail
· Starting Up a Project- This, like phase 1 in the Waterfall model, is a pre-project stage, where by the project manager is assigned a project brief, which is then assessed to determine whether the project is viable before fully committing time and resources which is documented in an initial business case.
· Directing a Project- In PRINCE2 there is a project board, here sits the main decision makers of the project and includes key stakeholders / customers. The project board provide authorisation to commence the project and the progression of the project team to the next stage. They also have the authorisation to terminate the project early as well as providing ad-hoc advice. The project manager must provide regular feedback and reports to the project board.
· Initiating a Project- This links to phases 2-4 on the Waterfall model. Here the main planning for the project takes place, where the requirements are identified along with the resources, risks, and tasks. Here a team structure will be provided to define roles and responsibilities, which will also link to the work breakdown structure (WBS) and critical path methods (CPM). This will all be recorded in the project initiation documents (PID) and an updated business case. 
· Controlling a Stage- This process covers the day to day role of the project manager; it starts at the first stage and continues till the closure of the project. It is the project manager’s responsibility to track and monitor progress against the project plan and build regular reports for the project board.
· Managing Product Delivery- The fifth process of PRINCE2 is where the deliverables are developed and actions and tasks identified in the WBS are carried out, this process effectively links to the fifth stage of the Waterfall method, implementation.
· Managing a Stage Boundary- this process links with the penultimate stage, Testing. The end of each stage marks a boundary in a PRINCE2 project, before moving onto the next stage a review of the actions carried out must take place to ensure it meets the requirements and a progress report submitted to the project board.
· Closing a Project- This is the final process in a PRINCE2 project. Once all the work has been complete, a final review and report will be carried out and submitted for to the project board for it to be officially signed off. Within this process, and linking with the Maintenance stage, is the creation of handover documents and guides to the customer, along with a post-project review, as it is only when the project is used in the real world, can its success be measured.
A key part of the Waterfall approach and PRINCE2, is the use of Work Breakdown Structures (WBS) and Critical Path Methods (CPM). Firstly, a WBS is a useful tool to breakdown, define and track deliverables. By defining clear roles and responsibilities the team can complete tasks, minimise risks and reduce time spent in a more efficient way (Smartsheet, 2020). Alternatively, the CPM, is a useful tool that highlights critical tasks that the project success is dependent on. Through identifying these tasks, the project manager can put in place contingency plans to resolve any delays or issues that will impact the project plan.
[bookmark: _Hlk54182285]The Advantages and Disadvantages of this Approach
There are four main advantages to using the Waterfall method (Smartsheet, 2020). Firstly, it is a very simple and structured model, which is easy to follow, this is especially useful for those with little to no training. Secondly, its rigid structure, with designated steps ensures the pattern of the model can be applied to multiple projects and allows for greater control. Thirdly, because the set start and end points are established at the beginning of the project, progress is easy to monitor and as a result it is easier to provide regular feedback reports. Lastly, the approach comes with a comprehensive set of documentation. As each phase requires a review before moving on to the next phase it ensures there is a greater understanding of the tasks completed, it allows for the team to reflect on the project both in stage intervals and at the end on the whole.
There are however, four main disadvantages (Smartsheet, 2020). The first of which is the lack of adaptability as the approach relies on a linear model (Меlnychenko, Меlnychenko, and Manica, 2020), as such it makes dealing with issues harder. Secondly, and joining on with disadvantage one, once a phase is complete, but an issue occurs where change needs to take place, the entirety of that phase must be redone. This means accommodating change is both time consuming and costly and can hinder strict timelines. Thirdly, there are 4 phases needing completion before getting to the execution stage (phase 5), as such it takes much longer to see the product come together. Lastly, it may result in difficulty in determining the requirements. This is because the requirements and objectives are identified early on in the project, as such the stakeholders and customer needs or desires may change as the project continues and attached to disadvantage three there will be a delay in assessing the final product until late on in the project life cycle.
Agile
Like Waterfall, Agile’ s links are in software development projects and evolved from and now includes methods such as Scrum and Kanban. Since its development it has been adopted throughout the world by organisations such as Yahoo! And Nokia (Cooke, 2016). As oppose to the traditional and waterfall methodologies, the Agile approach is a continuous and cyclic process, with phases often overlapping (Smartsheet, 2020). The rise of Agile project management processes has come about in response to the needs for a more adaptive approach, that emphasises flexibility and collaborative customer communication and feedback (Cooke, 2016). 
Agile Manifesto
In 2001, a team of independent software developers met to discuss alternative methods to the traditional, linear approaches. Through this investigation the Agile Manifesto was developed and includes four values and twelve principles (Smartsheet,2020). The four values are used to guide each individual project to a high-quality outcome, with speedy timescales. They are as follows:
1. Individuals and Interactions Over Processes and Tools – the Agile approach places more importance on people than on processes or tools. This is done through regular interaction and communication between team members and the customer throughout the project life cycle.
2. Minimised Documentation – the developers felt that spending too much time of a vast amount of documentation was having a negative impact on the quality of the deliverables. In Agile, documentation is kept to a minimum, in fact the developer is given a single form that provides all the essential information needed to produce the product.
3. Customer Collaboration – The Agile approach promotes engagement and collaborative working with the customer throughout the running of the project, rather than following plans and set meetings. By doing this, it saves time and money as it avoids going back and amending a deliverable.
4. Responding to Change – In line with the above value, an Agile project should allow for more flexibility for changes to be made to plans and requirements. By allowing for a quick response to change and not requiring pre-set plans, time and expenditure is minimised.
The twelve principles laid out in the manifesto are used to guide the culture of the process (Smartsheet, 2020). These are listed below:
1. Customer satisfaction through early and continuous development of the deliverables.
2. Ability to accommodate change throughout the project
3. Regular delivery of products
4. Continuous collaboration from the project team and stakeholders.
5. To support, trust and motivate all team members
6. Support and promote face-to-face interaction
7. Working deliverables are the primary measure of progress
8. Processes should support the consistent development at a good pace
9. Attention given to technical detail and design to improve responsivity 
10. Simplicity
11. Encourage teams and individuals to self-organise
12. Regular reviews and reflections on the work carried out.
There are 6 phases within the agile approach, however these are not set in stone. Instead they often overlap and evolve as the project deliverables develop, as a result there are multiple stages with an Agile project (Smartsheer,2020). Figure 2, as cited from Smartsheet (2002) shows a general Agile phase model.Figure 2: Agile Phase Model (Smartsheet, 2020)

Agile Phases in Detail
· Requirements – A requirement analysis is gathered to establish the needs of the customers and goal of the organisation. Through this the project team can set initial priorities.
· Plan – The second phases, takes the established needs and goals, and assess who needs to join the team, an estimation of funding assigned and lastly the development of the initial requirements. These are only initial as they may evolve through the following phases.
· Design – From an I.T project perspective this is where the team would deliver the software, from an overall project perspective, this phase is where the deliverables are designed based on the initial requirements. It is also at this point that communication within the multidisciplinary team as well as the key stakeholders is crucial. 
· Develop – This phase is the implementation, coding (if a software project) and development phase. To ensure quality assurance, developing and testing on the deliverables is carried out through iterations, otherwise known as sprints or timeboxed stages lasting 2-4 weeks, along with the required documentation. Internal and external training also takes place and the final release of the iteration goes into production.
· Testing – This phase allows the team to continue testing, troubleshooting and to recreate/create any alterations to the requirements or additional requirements at the request of the customer. 
· Track and Monitor- Once the deliverables have past all the testing, it will be deployed and delivered to the customer for their use. In this final phase, communication is maintained with the customer to ensure the product continues to fully function. Within this phases, migrations and end-of-life activities are considered, which may influence future projects.
The Advantages and Disadvantages of this Approach
There are several advantages to using Agile over a traditional approach. Firstly, changes are easier to implement due to the increased and constant communication throughout (Smartsheet, 2020). Secondly, Agile allows for end goals to be flexible for projects that do not have a set-in stone deadline (Меlnychenko, Меlnychenko,and Manica, 2020). In fact, this flexibility allows project teams to take advantage of the time spent on the project due to the increase in familiarity and knowledge of the variables. Agile allows for a speedier delivery via the iteration of stages. Using these stages, the team along with the customer can concentrate of smaller pieces of work which will ultimately add up to the overall deliverable. This method allows for issues to be identified easier, making for a quicker resolution time and therefore, benefiting the overall timeframe. Fourthly, through strong communication and engagement the project is more likely to meet all the requirements, needs and goals laid out in phase 1, additionally a strong level of communication throughout the team makes for easier collaboration. Penultimately, high involvement from the customer in all the processes makes it easier for the team to deliver the ideal project and reduces the need for report development as the customer will be aware of progress and key milestones (Меlnychenko, Меlnychenko,and Manica, 2020). Lastly, feedback plays a vital role within an Agile project, the high level of communication and fluidity of working makes it easier to reflect throughout rather than setting review dates at the end of each stage.
Although there are numerous benefits of using an Agile framework there are a few disadvantages also (Smartsheet, 2020). As Agile is framed around iteration and therefore timeboxed delivery, it is hard to pin point a delivery date, additionally as the customer is able to adapt or add on additional requirements, the project’s timeline can often be increased, making deadlines a moving target. Secondly, the team size within agile projects tend to be small, as a result they are often cross functional, however this also means that all members of the team must have a vast array of knowledge on a variety of things, including the Agile framework itself, as a result a slight weakness in one area may have a large impact. Thirdly, to get the most out of developers it requires the full commitment to one project at a time, although this may result in a better deliverable, it is not the most business friendly approach. Lastly, due to the allowance for flexibility and change at any phase of an Agile project the final product can often look very different from the initial planned requirements in phase 1. As a result, this approach has the potential of delivery a completely different deliverable, which in turn may exceed the project scope.
Conclusion 
This essay has discussed and critically evaluated two approaches to project management. Both the Waterfall and Agile methodologies have advantages and disadvantages, both are also good individual processes to follow. However, deciding which is best for the individual workplace project might be difficult. Fernandez, and Fernandez (2008) note the importance of matching the project to the correct project management approach, stating it plays a crucial role in determining a project’s success. A traditional linear approach is useful for projects that have a variety of dependencies (Smartsheet, 2002) due to the large amount of time spent on planning. The high amount of documentation and governance is also best suited for projects undertaken in Government due to the links with public spending and the need for transparency. Alternatively, when customers do not yet fully know the desired outcome of the project, an Agile approach should be used due to its ability to adapt to change quickly and its use of iterations to ensure quality products (Smartsheet, 2020).
Fernandez and Fernandez (2008), as well as noting the importance of the using the most appropriate approach, also emphasis that organisation must also be willing to change the ways in which they work and adapt to a given project environment or culture. With this in mind, there are some instances where a combination of approaches might be the best way forward. A hybrid approach of the two methods discussed in this essay allows for a project management process that covers planning and research in detail, with appropriate governance that is also adaptive to change and under consistent reflection. Such an approach has been put together by Axelos, PRINCE2 Agile (Cooke, 2016). The PRINCE2 Agile approach offers an agile responsiveness environment with the governance of a PRINCE2 method (Axelos, 2015). Chat and Works (n.d) carried out a thesis on the key difference between PRINCE2 and PRINCE2 Agile and determined their popularity. They found that the hybrid approach has proved popular in the wake of advancements in technology, identifying multiple Fortune 500 companies had adopted this method. 
The ability to react to change within projects is becoming increasingly important, globalisation, technological advancements, developing workforces and cultural change are creating and influencing the environments projects take place in, across all workplaces and the ways in which organisations retain and grow their business values. Project management processes, therefore, must keep pace with these transformations and offer up-to-date tools and techniques for project managers and teams to improve the odds of a project being successful. Consequently, just because one method is preferred within a sector or workplace, project managers should not limit themselves to knowledge in one methodology but stay aware and knowledgeable about existing and emerging methods to ensure they fulfil the requirements of their roles.
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